University of Scouting
December 7, 2019
In BSA literature, you will hear about both Eagle Mentors, and Eagle Project
Coaches.
In Patriots Path Council, these functions are undertaken by the Unit, and generally
the person who is the Eagle Mentor, will also be the Project Coach. In this class,
we will use the terms interchangeably.
Is there anyone here who is NOT from Patriots Path Council?
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Many of you are familiar with the mission and aims of the Boy Scouts of America.
You’ve read them in our literature and you may have heard about them at training
sessions. The importance of the mission has not only to do with making ethical and
moral choices, but that this should be done over one’s lifetime. We’re looking for
long-term improvement here: life lessons. The Eagle Scout service project
experience is one of these. What the Scout gets out of the project and takes
through life, is a great deal more important than the project itself.
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The concept of service to others is embedded in both the Scout Oath and the Scout
Law. The helpfulness we pledge is important in the Eagle Scout service project, but
these values we express—especially those found in the Scout Law—can also provide
some guidelines on how Scouts and Scout leaders, and Eagle Scout service project
coaches, should approach the project process.
Be clear that class members understand that mentors should live the law as they
work with Scouts. For example, “courteous,” “kind,” and “friendly,” mean that
mentors are not overbearing, and that they try to keep their egos out of the way. It
means they treat Scouts and parents with dignified respect. “Obedient” means that
mentors work within the policies and procedures as set forth in the Guide to
Advancement, and do not make up their own requirements or reinforce those
inappropriately set forth by others.
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If you’re not registered with the BSA, or if your Youth Protection training is not up to
date, then you need to take care of that. It doesn’t matter what your position is.
Note that Sections 2, 4, 8, and 9 in the Guide to Advancement are called out here.
These are critical. It is important to study them; not just to read them.
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A Unit Eagle Mentor must, above all, abide by the policies and procedures outlined
in these official resources. There are, of course, quite a few helpful guidelines as
well. Before you work with your first Scout—or with your next Scout if you’ve been
mentoring for a while—be sure you’re familiar with the contents.
An improperly administered Eagle Scout service project can lead to boards of review
under disputed circumstances, and to unnecessary appeals that can shatter dreams.
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Once a Scout earns the Life Rank, a mentor should be designated, and should be
available when the Scout needs assistance and guidance.
A mentor’s work with a Scout can be through face-to-face meetings, telephone
calls, email, or by video conferencing, but face-to-face is preferred. Regardless the
method of contact, discussions with the Scout should be relaxed, respectful,
helpful, friendly, courteous, kind... Well, you get the picture.
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The Eagle Mentor is designated at the unit level and begins work with a Life Scout
whenever the Scout is ready to discuss the Trail to Eagle. Service should then
continue through completion of the project report and beyond.
The Eagle Mentor provides guidance, coaching, and consulting to the Scout on how
to successfully plan and execute a project that will fulfill requirement 5.
Just as units work on a day to day basis in the rest of the advancement program, so
should units provide the day to day mentoring to help Scouts through the Eagle
Rank advancement process. This is the role of the Unit Eagle Mentor. You should
monitor the Scout’s progress and be available when the Scout requires guidance.
Eagle Mentors, with their expertise and objective perspective, are an integral part
of assistance from the unit.
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It cannot be said too often. Eagle Mentors and District Representatives are keys to
success in unit and district efforts to guide Scouts through the service project
process.
And, yes, a mentor serves as an advisor and consultant, and helps in other ways,
but he does so without directing the Scout. Instead, he must use the BSA method of
positive adult association, and also logic and common sense to help the candidate
achieve success.
(Ask for discussion on how a mentor might do this.)
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A mentor’s role is to support and guide the Scout toward making the kinds of
decisions that will help meet requirement 5. Eagle Mentors strive for a positive
experience by encouraging Scouts to make wise decisions and follow logical
processes as they work through the requirement. In this way we assist the Scout to
become successful not just with his project, but we provide an experience that will
help him or her throughout their life.
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The position of Unit Eagle Mentor is not actually an official BSA position, but as
we’ve discussed, you can provide a valuable service. In many cases, however, Eagle
Mentors are sometimes confused with the District Representatives.
We’ve listed a few differences on this slide. Are there other differences?
Discuss.
(If it doesn't come out in the discussion, explain that these individuals working
together can help candidates improve their chances for successfully meeting
requirement 5.)

11

Be knowledgeable regarding district procedures.
These may relate to submission and district approval of the project proposal,
assignment of the District Representative or District Eagle Advisor, approval of fund
raising, and procedures for scheduling and holding the Board of Review.
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In meeting the Eagle Rank requirements, it is the Scout’s responsibility to find and
follow the proper procedures according to the Guide to Advancement, Eagle Scout
Service Project Workbook, the Eagle Rank Application and District Eagle Rank
Advancement Processes if applicable.
Incorrect guidance given by an adult unit leader can lead to problems, but that is
not a reason to excuse any improper or incorrect conduct by the Scout.
Be Prepared!
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Point out the various parts of the current Eagle Scout Service Project Workbook.
The road to meeting Eagle Scout rank requirement 5 begins with the preparation
and approval of the proposal and culminates in the board of review. Along the way
there are many important steps. The Scout should read the entire workbook before
beginning any work.
Each section of the workbook plays an important role; especially the first, which lays
the groundwork and begins—just begins—the planning process. It is critical that the
Scout, parent or guardian, the unit leaders, and the eagle mentor study this
material.
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Refer to “Navigating the Eagle Scout Service Project”. This is found on the last two
pages of the Eagle Scout Service Project Workbook.
Be sure each Scout you mentor is aware of the "Navigating the Eagle Scout Service
Project" information sheet, review it, and encourage him to give a copy to the
project beneficiary—if not already done. The sheet contains important information,
and makes it clear that the beneficiary has the authority to approve a Scout’s final
plan.
Emphasize that you’re available to help the Scout as needed. But regular contact to
offer encouragement is recommended.
Reiterate your readiness to review his final plan with him, one last time before he
executes his project.
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The five tests shown here should have been applied in evaluating the proposal.
Ask: What is number 1 really saying? (Then cover each of the five tests with a similar
question.)
Listen for some of the following during the discussion:
Test 1: "... to meet the requirement." There is opportunity for planning and developing the
project, for giving leadership to others, and the project will be "helpful.“ If there is any question
about the proposed project meeting the requirement, the Scout should contact the district
advancement chair for advice, before spending a lot of time developing the proposal.
Test 2: "...project appears feasible." It is a project the Scout is capable of managing, and it can
be accomplished with resources that are available, or that can be obtained with a reasonable
effort. Note that it says “appears to be feasible.”
Test 3: "Safety issues..." The Scout is aware of potential safety issues and hazards, and will
address them in his final plan. Note that it says “aware of.” The safety issues do not need to be
addressed or solved yet. We just need to be comfortable he is aware of the issues, and
comfortable that he will address them in his final plan.
Test 4: "Action steps...” Key action steps have been identified that the Scout will use for
developing his final plan. This means just what it says. He has made short list of some of his
next steps, so we can see that he’s on the right track.
Test 5: "...positive experience." The Scout has demonstrated he has a good understanding of
what he is proposing to accomplish and has a good chance of a successful outcome that will
contribute to his growth and development. This is where your “gut feel” comes to play
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Identify the people and information required to complete this page.
The Council/District Approval Representative may be the District Advancement
Committee or Chairperson, or his appointed representative, such as the District
Eagle Advisor.
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This is the promise the candidate signs in the workbook. Be sure that he or she has
read the entire workbook and that parents or guardians have read the Message to
Scouts and Parents or Guardians.
Also ensure that the Scout has read the district advancement process (if there is
one available) and understands it.
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Fundraising is permitted only for securing materials and otherwise facilitating a project. This
includes things such as food and water for the workers, equipment rental, safety supplies,
printing or copying services, or anything else necessary for facilitating a project. If you’re
concerned a project is primarily a fundraiser, then help your Scout transform or expand it into
something that will more closely fit the requirement.
Fundraising may require district or council approval if it goes beyond the family, the unit, or
the beneficiary and is more than $2500 (district approval) or $10,000 (council approval.)
These are criteria adopted by Patriots Path Council.
The Scout must use the Eagle Scout Project Fundraising Application found in the project
workbook. Have it signed along with the Proposal especially if no more than $2500.
Explain to the Scout that it must be made it clear to all donors or event participants that the
money is being raised on behalf of the project beneficiary, who will retain leftover funds.
Should any donors want documentation of a gift, this must be provided through the
beneficiary, not the Boy Scouts of America.
Once collected, money raised must be turned over to the beneficiary or to the candidate’s
unit until needed for the project. If the unit receives the funds, then once expenses have been
paid, any excess goes to the beneficiary.
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Fundraising applications should be submitted with the proposal, or as soon as it is
clear during the proposal stage approximately how much money will be needed or
what material donations will be requested. There are several sections of the final
plan that do not impact fundraising, so it is unnecessary to wait until the final plan
is completed. To provide sufficient time for review, all fundraising applications
should be submitted to the district or council well in advance of the proposed
efforts.
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The District Representative will discuss the specifics of the Scout’s project, ask
questions, and offer advice accordingly. He or she will look for any issues that could
become problems later; for example, the impact of severe weather, building
permits, the environment, safety, and other elements the Scout may not have
considered. The Rep will ask the Scout how he or she will develop a plan
appropriate to the project, and help to understand the importance of a logical step
by step planning process.
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A well-developed final plan is the key to the Scout’s success. Put together a schedule and set a
goal for completing the plan. Encourage the candidate to contact or meet with you from time
to time as his plan progresses, and as soon as possible after it is complete. Stress that your
intention is not to be critical, but to help toward a successful experience.
Be sure the Scout understands that before work begins, the Project Beneficiary and Unit
Leader should be fully aware of his project plans. Encourage the Scout to meet as often as
necessary with the Beneficiary Representative and Unit Leader to achieve full understanding
and acceptance. Not doing so could mean the difference between project failure and success.
If building or other permits will be needed, help the Scout understand these may take 45 to
90 days or even longer to obtain. Point out that the project beneficiary is responsible for
obtaining any permits.
Discuss any special skills or expertise that will be needed; for example, will power tools or
specialized equipment be used? Will plumbing, wiring, or other work be done that would call
for special training or certification? Ask the Scout to comment on how he or she might go
about recruiting individuals with specialized skills, and describe what challenges may be faced
giving leadership to those individuals.
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These are the sections of the final plan that the Scout needs to address. Depending
on the project, not all of the sections will be applicable. For example there may not
be any tools needed for certain projects. In those cases simply tell the Scout to
mark those sections, “N/A”.
Review each section, and recommend taking notes. Point out the sections that are
most important for project success. You may want to have a spare blank copy of the
Final Plan form available to mark up.
Point out that “Be Prepared” is a major concept in completing a final plan.
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When the Scout believes the Project plan is complete, try to meet as soon as possible so you
can review it together. It is important this meeting be held in a timely manner. Help keep up
the momentum by not delaying the process.
As you and the Scout review the plan, point out any strengths, weaknesses, omissions, time
risks, or potential safety issues. Ask the Scout what actions will be taken to address these
issues. If appropriate, review applicable portions of the Guide to Safe Scouting. Ask the Scout
what leadership challenges might be faced and how to respond to them. Discuss the different
kinds of leadership needed to give to youth who are older or younger, to family members,
and to adults—especially those with special skills who will accomplish things that the Eagle
candidate cannot.
It’s also a good idea to discuss any information or activities that should be “tracked” to help
the Scout prepare the project report.
In the rare instance you are concerned that the planned project will not meet the
requirement or will not satisfy the beneficiary, you may want to contact or meet with the
Scout and his parent or guardian, the unit leader, or a representative of the beneficiary. While
you may provide guidance that is critical to success, unless there is something illegal or
unsafe going on, it is the Scout's prerogative whether or not to proceed. Final design issues
are between the Scout and the project beneficiary. The board of review will decide whether
planning was sufficient to meet the requirement.
Wish the Scout well on the service project adventure and advise that you will be available to
offer guidance and advice throughout execution of the project.
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The project report is to be completed after the service project has been concluded.
Note that it is acceptable for the report to be completed and approved after the
candidate's 18th birthday. The project, itself, must be completed before then; the
report merely supports what is already done.
With the Scout, thoroughly review the report form. It is not necessary to provide
lengthy answers, but it should provide the basis to discuss his project in detail with
the board of review. Along with the Scout's final plan, the completed report can be
very useful in demonstrating to the board that all the efforts have met requirement
5.
Offer the Scout the opportunity to meet with you once the project report is
prepared. That will give both of you one last opportunity to prepare for the board of
review.
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Here are the different parts of the project report. Each asks a few questions about
key aspects of the Scout's experiences. The report is designed to cause reflection on
these experiences as well as to provide a basis for discussion at the board of review.
Simple, concise answers are all that is needed.
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Look at how the parts of the Eagle Scout service project requirement apply to the aims of
Scouting.
The critical elements of the requirement are all found in its first sentence. The three
sentences that follow simply set forth some limitations and the approval process, right? So
we’ll just concentrate on that first sentence. There are three important parts in that sentence
and each relates primarily to one of the aims.
The first part—planning and development—represents a mental exercise related to personal
fitness. This part of the requirements is mostly about thinking.
We say that leading others relates primarily to character development. We’re hopeful the
Scout will learn to vary his leadership style as he works with different kinds of people: those
younger than he is, youth who are older, adults in and out of Scouting, and family members.
This is one of the reasons we allow parents and siblings to participate. The degree of difficulty
in giving leadership to a parent or to a brother or sister has the potential to provide some
very interesting challenges.
The third part of the requirement relates to citizenship and those lessons we all learn when
we give of ourselves to benefit others.
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Keep in mind that write ups and signatures, though important, are simply
supportive. Requirement 5 doesn’t have a grammar or spelling component, either,
and there is no mention of “hours worked.” The National Council asks for the
number of hours involved in a project only because the statistic points to
accomplishment—from an overall “macro” standpoint—of our citizenship aim.
Requirement 5 calls only for planning and development, leadership, and
helpfulness. Well, we want impact too, of course; and the key to deciding what that
means is to look at the word, “impact,” from the perspective of a young person.
Rather than focusing on "technicalities," such as grammar and spelling, as you
review a Scout’s report, focus on the intent of requirement 5. Use common sense to
consider if there was planning and development, leadership of others, and a result
that was "helpful." If there were, then the quality of the various supporting
documents should not be an impediment to advancing a Scout. But that said,
encourage your Scout to put forth his best effort in preparing his workbook for
submission. Challenge the Candidate to meet his or her full potential, and to
impress the members of his board of review.
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These are the documents which Scouts must submit to the Council for verification
before moving to his Board of Review.
The council verifies all of the advancement records and notifies the Scout.
For Patriots’ Path Council, this list, and a “how to” is listed on the Advancement
Webpage, under the “Eagle Advancement Info” Section. This is to minimize the
possibility that a Scout’s Eagle Board has to be adjourned for lack of proper
documentation.
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(Call for discussion on each of the topics listed on the slide.)
If not brought out in the discussion, note that the Eagle Scout service project provides a wonderful
opportunity for a Scout to serve others while gaining valuable experience that will benefit him or her
throughout his life.
The feeling of accomplishment should motivate the Scout to continually "help other people at all times."
The project also provides the opportunity to learn the basics of project management: how to
independently and methodically plan and execute a project. These are skills that could lead to a career,
but we must be aware that it is simply the mental exercises involved in planning and development that
provide the reasons for requiring it. We are in business to develop good citizens who are fit and of good
character. It is not our purpose to develop great project managers. While the project itself has intrinsic
value, what the Scout gets out of it and takes through life, is a great deal more important than the project
itself.
The role of the Eagle Mentor is to provide advice and encouragement, consulting, and to guide the Scout
through the process of fulfilling requirement 5. This may include working with the Scout to prepare his
final plan, and coaching him through execution of the project and developing his report. Just remember,
though; it’s the Scout’sproject. Not yours.
The Mentor meets his or her responsibilities by being a consultant, coach, counselor, and resource.
Positive interaction with the Scout is a critical contribution to personal growth. The coach’s active term of
service begins with the project proposal. It concludes when the report is completed.
The Scout will benefit from a background and experience relating to different kinds of projects and an
understanding of unit, district and council expectations for Eagle Scout service projects. A coach’s advice
will assist the Scout in thinking through all of the details necessary to successfully plan, develop and give
leadership to the project. Advice on potential pitfalls and risks will also be very useful in ensuring the
Scout has a positive experience.
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In closing, we’d like to draw attention to these two points that are often overlooked.
Yes; overlooked. Sometimes we get so wrapped up in the specifics of the project, and
maintaining some mythical set of standards, that we forget the real Scouting connections.
The importance of the Eagle Scout service project does not lie in the end product. It’s not so
much about what got built, for example. It’s about the journey—the experience. Eventually a
bench or a table will rot and crumble. Eventually a bookcase will be replaced. Soon, a bicycle
safety rodeo will be forgotten. But that’s ok. It’s in the experiences—everything that happens—
every discussion, every “aha” moment, every night spent at the drawing boards, every hour of
work at the site giving leadership, and more, that teaches the lessons we want. It’s about
sticking with something and seeing it through, it’s about personal growth. It’s about learning a
skill and applying it to something else that’s important in life. It’s about learning another skill,
that though it could be forgotten, served to provide the experience—and the confidence—to do
something else entirely different, that perhaps the Scout never thought he could do.
And now, a final important point: Too frequently, dedicated Scouters are unfamiliar with the
current Guide to Advancement, and continue to operate with outdated national policies and
procedures. Other volunteers are familiar with the GTA, but to ignore it. Then, there are those
who over the years, who have come up with their own versions of the Scouting program.
This presentation is designed to give you the tools and resources you need to properly guide
Scouts through the Eagle advancement and service project process.
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Thank everyone for their attendance and offer to answer questions.
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